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The Report is based mpon the conception that the conduct of e

foreign affairs under the Constitubion invelves both the Executive and
Legisiativa Branches. On'the executive side the powers which exist are
vested in the President. The State Department zcts in this field only
and always as the agent of the President. It has no independent powers.

Forthermore the State Department is not the only Department or
agency of government "whicl'i exercises powers that affsct or carry out
foreign policy. Ha;w. if not all, of the great departments and agencies
hz.x.ve powers in this field. Here sgain the powers should be in the
President, and the agenciles should act subject teo his full cantrol. This
is not always the case, ms witness the powers of the Maritime Commission
over the disposition of shipe and the powers which Mr. Ickes had over the
digpesition of helium gas and which he declined to exercise in accordance
with the President's orders.

The Report is further premised upon the belief that in dealing with
foreign affairs the funetion of the State Department as the President's
agent ix; to coﬁdnct negotiations with forelgn nations - unless the President
speclficelly directs that they Be conducted elsewhere; that it should
suporvige and control all iun.eri.can representatives atwread; and that it
should take the leﬁd in ré.:!.sing foroign policy questions anmd in seeking to
get governmental policy established under the centrel of the Presldent and

with the participation of whatever other agencies may: be concerncd..
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The Report recommends that legislation which grants new foreign
affairs powers of an executive nature otherwise then to the President or
to an established executive department or agency (we assume under the
Prosident®s control) will normally ceuse serious diffioulty in efficient
administration and such legislation should not 'b;:. adopted unless therec arc

overwhelming advantages in creating a new agency. This, we belicve, is

Tho second recommendation is that effective adminigtration is not

achicvod by csteblishing by legislation the precise function and member—

ship of coordimating and advisory bodies within the Excenbive Branch.

Commigsior wolicy. Coordinmting co:ﬁmittees in action should be within
tho control of tho President, should be flexible, and should be serviced
by steff services cf the President.

The third recommendation, alag in accord with Commigsion policy,

is that power should not be given to officers below the level of

departmont ‘hoads.
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Two other matters may be mentioned herer The Report properly
stresses the great importance of close liaiscn between the State
Department and both Houses of Congress and the eppropriate committecs
of both Houses. It points cubt the importance of melring available to
members of Congress as much informstion, and as full information, as is
pessible on problems which are srising and being considercd. Both the
Secrctary and Under Secreteary must carry on & good denl of this lisison,
btut the Report recommends that an officer of assistant secretsrisl rank
be given the sole duty of. congressional liaison and that this: officor‘
should participate in policy formilation sc thot he may know, and dbe
Tecognized s knowing, sll thot is going on. X L thi

The Report montions, but passss &s beyond its Fficld, tho important
bearing upon the conduct of I;oreign policy of tha gonstituticnal
requirencnt for a two-thirds mejorlty of the Senste for retification of
trerties, The importance of this provigion is two~fold, Mirst, in what
the Report calls the Ppro—natall effect of it upon possible a.cf.ion. By
this it meens that many possibly desirable steps are never teken because
of tho certainty that, whilo a majority of the Sonmte or the Congress
might support them, the necessary two—;third.s of tho Secnate might not be
obtaineble. The second importent effect is that the existence of the rule
hes led to some action being teken by executive agreement and aome by
legislative ectlon anthorizing executive agroement. The result of this is
often to introduce an extroncous elcment inte the dobabte. This element is
whether or not the type of action taken is the proper one. This

discussion ofter has important resmalts in the final outcome.
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These recommendations ave in short that the President should establis
high level Cabinet committees, some on an gd hog basie, others on a
permanent basls, to deal with various aspects of foreign affairs; that
be should have steff services to provide a secretariat for thasé
committees; and that he should have the suthority io provide similer
services for lower grade commitiees if he so chooses; and should
terminate those which are not performing useful functions.

The central idesz is that the coordination of inter—departmental
conslderation of foreign poliey is one of the highest preeidential .
functicns; that the President should not be confrented with inter- =
departmental agreemsnts and asked to approve or &isapprove them, tub
through his staff be should participate in reaching the conclusions.

The staffs are to have no substantive powers, but merely secreteriel and
informative ones. The National Security Council and the Nationzal Advisory
Council, with some reorganization, are ¢ form a mucleus for carrying out

these recommendations.

The Roport scems to us vagume on this subject. It spealta of a "gingle
executive secretary®, through whom the President might work. When one
conslders the work now belng carried out by tho National Seeurity Courncili:
Natioral Advisory Council, the National Security Resources Board, the
Committeo oz Foreign Econoemic Poliay, and some others, it is not clear

that this could be done.
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4. Recommendations Affecting the State Department R

(2) Broad Recommendations Affecting its Functions, Here the Report
recommends that the State Department should concentrate on the task of

cbtaining definition of proposed objectives for the United Btates in
its foreign affairs, formulating proposed policles in conjunction with
cther departments and agencies to achieve those objectives, and of recom-
mending the cholce and timing of the use of variocus instruments to carry
out fereign policies so formulated, The State Department should consult
with other departments and agencles for the purpose of assisting them to
administer their respective powers and functions in carrying out foreign
" policy so as to achleve a consistent whole and obtain desired objectives.
As a general rule, the Report adds, the State Department should not be
responsible for the operation of programs such as foreign assistance or
propaganda except where the considerations for the imposition of such
responsibility are overwhelming. Finally, the State Department should
1limit itself teo the foregoing and to its traditional representation,
reporting, and negotiating responsibilities,

.As & general statement, these recommendations are sound and in

L4
accordance with the genersl activities of the Department gver the years.

However, the difficulty comes in sppiying them at particular times and to
particular operations. Such matters as the conduct of sconemic warfare
during the war, the liquidation of property sbrosd after the war, and
the operation of The Voice of America do not alwaye yileld to general

patterns,

(CASSIFIED



[ASSIFIED

INT 7549/
-6 - -

The question comes up specifically new in connection with the
recommendat ion of the Task Force that the activities in regard to The
Volce of America, to the maintenance of library and other information
activities abread, and to the exchange of students be transferred out
of the Department. This would be desirable and we think that the State
Department would be in favor of the transfer provided that a sultable
loeation could be established. The Report sayst Yas to the foreign
information program, with no existing sgency suitable for teking on
such a program, & governmeni corporation would seem to offer the best
erganizational reans, especislly as it could be kept more responsive
to State Department guidance,™

This matter was elaborastely discussed in the spring of 1947.

Three general sclutions were suggested. One was a govermmenit corpecration
directed by a part—timé board of direciors, whe would appeint the
manager. This was unsatisfactory because such a board would be subject
to no control, and its activities in the field of foreign broadcasting
could involve the United States in incredible trouble In infinitesimal
time. The second proposal was a government corporaticn with an advisery
board and with 2 manager appcinﬁed by the Presldent and rsporting to

the President. This was unsatisfactory because it put a most difficult
and dangerous operation on the White House steps and made the President
personally responsible for it. 4 third suggested solution was to turn
the whole matter over to a private sperstion. The broadcasting CGmpaniés
themselves vetoes this suggestion, as they were quite unwilling te¢ assume
the responsibility; and the recent episode involving an employee of one

of the broadeasting companies who undertook to charncterize the various
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states in a proadcast to South Americea has confirmed their attitude.
Sc the problem remains that the State Department continues the cperation

because there is no satisfactory place to pub it,

The Coomission should give this recommendation very careful thought,
The-report also recommends that the operations of the Department
in the field of education should be taken over by the Federal Security
Agency. - This recommendation should be conslidered carefully, as we
doubt whether that Agency has sufficient equipment or experience to

carry on work in this broad cultural field,.

(b} Recommendaticns Regarding Departmental Organization. The

recommendations here are for the most part in accord with the plan
already under consideraticn by the Department of State. There are a
few divergencies, in some of which we think the Departmeni‘s plan is
better. There are one or twe instances in which we believe fhat both
proposals are subject to considerable doubt,

The purpcse of the recrganization is to simplify the structure,
make lines of authority clear, separate staff work from action werk and
relieve the Secretery and Under Secretary of the burden of the mass of
detail which now comes to them, often by reason of the very organization
of the Department itself, These objectives are good, and breadly speaking
the plan is well devised to achieve them, so far as organization can

de so. The points mentioned below are those which seem to require

Commission consideration.
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(i) Iop Administration. The Report and the Departmentts _
own proposalslput in the oifice of the Under Secretary two Deputy
Under Secretaries — one for administration and one for matters of
substance,

This proposal, aithough unique to the State Department, we approve

because of the necessity that the Secretary be absent frem Washington

for long periods. The Under Secretary needs special assistance in

this Department since he canmot for at least half the time do double

duty. : o _

We pause to note that in other reports this Commission has referred
to scmecne of the rank of assistant secretary who should head up the
administrative activities of the Department. This divergence may cause
some confusion with other reports. However, we recommend that the
Commission give it favorable consideration on account of the scmewhat
special and peculiar difficulties of administration in the Department of
State, arising out of both the added burdens upon the Under Secretary
and the split, now existing, between the Foreign Service administraticn
and the departmental administration, The officer who rectifies these
pending problems will need considerable rank and suthority.

In its further discussion of administration the Task Force, on

pages 35-36, makes g recommendation with which we do not agree. The

gist of it is that the Deputy Under Secretary for Administration and

his staff shall deal with over—all matters of policy, management, and

personnel; whereas the four regional divisions shall sach have units which
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will do the actual administration for their own organization, personnel,
budget, and other manzgerial and housekeeping duties, as well as being
responsible for coordinating administration in the field. This, we
beliave, will render the Deputy Under Secretary's work quite impbéiiﬁié:
If he is to accomplish anything, he must have full control., Otherwise
he will never be able to ascertain the facts upon which policies and
standards must be devised, and he can never see that over—all decisions
are actually carrled out on 2 uniform basis.

In order to make this recommendation acceptable it should provide e

specificaliy that the geographical operating divisions shall perform

only such administrative duties as the Deputy Under Secretary delegates

to them.

(2) Qperating Line Units, After providing for staff services

to the Secretary, to which we shall return in a moment, the Task Force
recomrends four line operating units organized on-a gecgraphic basis,

It recommends that the functional operations, such as econamic affairs,
tele-communications, etc., shall be handled on an operating basis through

these four units,

We make several observations regarding this recommendation:

First, as an organizational device alone it will not solve the

problems of the State Department. While we concur in the recommendation,

which is also thai of the State Department., we point out; os did the

State Department, that it will succeed cnly with two fundsmental premises,
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One is that there occur an amalgamation of the two services within the
Department - the Foreign Service and the Department service, The other

is that new blood is infused into the Department and that we do not
merely raise the grade of the present officers in charge of the geographic
units,

Second, we believe that there should not be merely four line units

but that there should be six.. Ons of these additional units has already
been mentioned, which is the unit under the Assistant Secretary in
Charge of International Information and Bducation Exchange, If these
functions caennot be placed outside of the Department, they are line
operations whieh require the supervision of an Assistant Secretary.

There should 2lsc be, as the Department of State recommends, an
Assistant Secretary in charge of the work with international organization
affairs, The dealings of the State Department with the United Naticns
and its affiliated organizations -are extensive, complicated, and of the
greatest importance. They involve the participatian of the Secretary
himself, other high officers of the Department, often the Chairmen of
congressional'committees, and distinguished private citizens., They
cannot be dealt with on a geographical basis, They require the full time
of an Assistant Secretary and a subgtantial staff, This Assistant Secre-
tary, while participating in the formation of pelicy, should not be an
additional agent in this field. He should, so far as possible, get his
policy from the Flanping Staff, the particular geogragchic divisions in-
volved in particular problems, and from other staff officers of the

Secretary,
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{3} Staff Services, e agree with the recormendations of

the Task Force in this field, with the following exceptions,

The Task Force recommends a staff unit under the guidance of an )

Assistant Secretary for Multilateral Affairs, His duties are described

on pages 49-51 of the Report as reviewing the cbligations of the Unjted
States under international commitments and the funds devoted to this

Purpose. He believe this recommendation confuses two things.

One is the line operation of the Assistant Secretary we have
recommended above in charge of international organization affairs, afid
the other is a staff operation under an Assistant Secretary dealing with
policy matters which both transcend geographical units and cell for the
cooperation of other agencies of the Governmeni. These affairs are
chiefly econemic and sgeial, This division should be advisory to the
Secretary and the line divisions and mot an operating unit, It should
be charged with departmental liaison in these fields and with the task
of seeing that the various geogrzphical units are informed of what is
progressing in other areas in economic and social fields so that their
actions may be coordinzted, It is impoertant, if administrative efficlency
is to bes achieved, that this unit should be advisory, should be informed
of actjon taken and should eall to the attention of the proper officers
inconsistency in action taken or proposed, But the unit should not be an
operating one and should not delay action pending its concurrence in what

is proposed,
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{4) Research and Intelligence, Both the Task Force and the

proposed recorganization put forward by the Department of State make a

recommendation in this field which we regard as a compraomise, which we

believe to be undesirable and which should be accepted, if at all, only

if no worksble alternative is possible.

The compromise is that there should be a staff unit, under a special
assistant, which should have a emall force. This force should coordicate
intelligence and research work carried on by the geographical units apd
at the same time perform the functions of the State Department in dealing
with the Central Inteiligence Agency providing intelligence and receiving
it, as well as furnishing State Department views as to the conduct of
intelligence work., The remzinder of the considerable staff it is recom—
mended should be disbursed in units, which should remain intact, to the
variocus geographicsl divisions, - 7

The practical reason which is put forward for this recommendation
is that the existing intelligence division, taken over from the 0ffice
of Sirategic Services, has never been accepted by the geographicai units
and i= not used, It is helieved that the only way to get it used is to
divide it up and -attach it bo the various geographical units,

We believe that this alternative should be accepted orly if it is
concluded that there is no other way to get the officers of the geographica
units to accept modern Intelliigence work., We belleve that to divide the
force will both sacrifice much of its utility, since Intelligence canndﬁii
be segregated in water-tight compertments, and wili also impair the
effectiveness of the State Department's deslings with other agencieé

represented in the Central Intelligence “gency.

INC.ASSIFIED .



RCASSHED

17 7591

-13- - e

Thie- 3s a matter which has been the subject of much controversy

and deserves careful Commission congideration.

(5) The Visa Division. The Task Force recommends that the

Visa Division, except for diplanatic visas should be transferred to the

Department of Justice, since it performs important functions in sdmin—

istering in the field the immigration lews, which are under the general
control of the Attorney General, It is also pointed out that mueh of
the information upon which visas ere granted and reviewed comes fram the

Jdepartment of Justice.
We believe that the State Department would be glad to get rid of

this respensibility but that the recommendation is worthy of careful

consideration because of possible problems which may arise betiween the

Department of Justice and the Department of State.

The actual work in the field is done by the United States comsuls.
Under the law they are given general instructions as to the amount and
state of quota rulings and as to the interpretation of other provisions
of the law, etc, Howsver, under the law the applicaiion of these rules
to 2 particular case, always provided that a quota is not exhausted,
depends upon the metion of the consul, The Department of State has been
reluctant to instruct consuls as to how to exercise their discfetiéh:
although pressure is fraequently applied to them, especially in thesé days-
when mény qyotas are vastly oversubsoribed, Problems may arise when |
officers of one Department, acting under general law, might be receiving

specific instructions from ancther Department.
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(é) Docupied. Areas, At the present time there is a special
line organization under an Assistant Secretary of State charged with
handling the State Department ipterest in occupled areas. Upder the

-propesed plans of recrganizetion, both of the Task Force and of the

Department, this operating division disappears, and the occupied srga

work would fail under the geographical division in which the occupied

arez lay.

The reports do not seem ito discuss at any length some of the problems
which may arise. V¥hile it is true that problems in Europe and in the
Far East are different, it is alse trus that the State Department must
in both cases deal with the Hatiohsl Defense Establishment; and confusicn
may arise if two different divisions are engeged in this work. Ii may

be that the proposais made are the best availasblie, but the matter is

worthy of Commission thought,

{7) Amalapamatjon of Persornel. One of the most difficult

proplems in the State Department is the existence of two services — a
Forelgn Service and the Departmehtal Service., The Foreign Service has
the superlor prestige, superior pey, and holds most of the important
offices in the Depariment., JIts members alse heve by far the more A4ffi-
cult lives., There are few places in the world, outside of this country
in which an American family would voluntarily choose to live, Fereign
Service Officers and their families must live in 2 vast variety of
countries, in the great majority of which the conditions of life are un—
confortable, highly unsatisfactory for-the upbringing of children, and
often dangerous from the peoint of view of disease and violence.', It is

important that the morale of this Service should be maintained,.
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The Task Force Report recommends that the two services be put
together. This would mean, not only that the Deparimental Service
would acquire the benefits of the Foreign Service, but that #lso its

rembers would be forced to share its hardships. The departmental recom-

mendations, while obviously intended to Jook ip this direction are more

cautious. They content themselves in ihe first instance with putting

the administration of the two services together,

We believe that the bolder step is probably the better, but that 1t

mugt be both recommended and carried out with the greatest understanding

and tact and with every assurance to the Foreign Service that the position

of its members is not going to be impaired by consideration of political

or personal favoritism, in regard to which they, due to their long
sbsences abroad, are in much less favorable position than their colleagues
in vashington.

{8) BRecruitment and Promption, The Commission's Report might

stress @ little more strongly than does the Task Force Heport the neces-—

sity for improvement in the technigues af recruitment and promotion. The
sppendices to the Task Force Report deal with the matter at some length,
but one has to read between the lines of the Task Force Report itself

to see that it is saying that the recruitment and pramotion pelicies of
the Department have been more defensive than positive, :-nore calculated to
prevent favoritism and error than to select ability and reward positive
achievement. It is not easy to suggest a remedy, but the statement of )

the desirability of moving in a more positive direction might be helpful,

.
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{9) Greater iuthority in the Field., We believe that the
Report might advantageously stress the desirability of gjiving greater

authorityr to the missions sbroad, both in regard to_substanbive action

and in regard to séministration. These matters cannot be legislated,

but should be a matter of secretarial policy and, of course, depend

upon the espacity of the various chiefs of misslan, It is true, however,
at the present time that of ficers in “ashington tend to ride the field
missions with much too tight a rein and with much too meticulous guidance,
and that even petty matters of administration have to be referred to

HWashington,




